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MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Final Report of Working Grou» on Organization
and Activities

1. Ihave the honor to present herewith the fiaal report of the
working group which you established in Jamuary te consult with you and
advise on the organization and activities of the Centrzl Intellipence
Agency, and of its relationship with other agencies in the incellirence
community, This report reflects the views of the working yroup and is
divided into two parte. The first part deals primaril r with the organiza-
tion of the Central Intelligence Agency and reflecis thz vnanirmous views
of the working group. The second part contains comsicnts znd recome
mendations on areas dealing with the work of the Cen: val Intelligence
Agency and activities of the intclligence ceininunily ir which the working
group was either unable to agree or felt that consider1bly more study
wasg needed before action was taken.

2. For the record I would note that the workine #roun held its
first segsion on January 3 and met on 35 different tdaya beiween that date
and its final gession with you on March 28. Puring its work the proup
had approximately 100 briefings, Moat of these Leoieid 1nius dealt with the
organization and activities of the Central Intellicence 2pency, hut also
included a full day spent with the Departrent of State in addition to several
bricfings on State Department activities and ite relations with CIA; approxi-
mately one-half day spent in the Fentagon in addition 'o other briefinuys
by the Defense Intelligence Agency; and a full weex srant vigiting 5AC,
NORAD and othar activities in the United States. e were b-iefed by
the head of every major coragonent in the CIA with the wxcepticn of three
DD/¥ area divisions whose bricfings had to be excluc i because of the
pressure of time. However, we fzel that having i.ear : irom four other
area aivisions the working group had a nowledre of ¢ ¢ activities and
problems of these units., In aduition to the 105 brviefir~3, (he working
group had more than ten exccutive sessions in which i. discussed and
debated at great lengih ita findings and conclusinns. “inally, there were

e
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some 20 meetings with yoursclf, and wiih scnior Agency officials to
discuss our findines and concluzions. These iacindew ai lesst two
scgsions with each of the Lepuly Directors and with the Assiatant
Lirector for MNational Foatircates and the Asgistant Lirecior for Cur-
rent Intelligence,

3. The attached report does not purport to be complete or ex-
haustive in any respect, but rather it is an aide memoir to recall to
mind our oral discussions and to record some of the reasons and
philosophy behind our recommendations.

A/
Lyman 3. Kirkpatrick
cc: DDCI

Attachment

25X1
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oD\ P

-~ 2 -

Approved For Release 2003!Q5§E'QEfIA-RDP86800269R001 100020001-6
’ w i
Wiatdd



| StLHEY ER 62-2169

Approved For Release 2003/05/27 : CIA-RDP86B00269R001100020001-6

T1

-
fond

This section deals primarily with the organization
of the Central Intelligence Agency and represents

the view of the entire Working Group.
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Organization of LiTI'e fice

We recoinmend that the organization of tae CI's office b;
changed in order to provide more effective suppoart to the DCI, a
eysteratized control of messages both oral and written, and a
clear delineation of the respounsibilities of the arsistants to the ’I
DCI. In this connection we would urge that a gecretariat be

created, that the head of this secretariat assign individual re-

sponeibilities to each of the personal assistants o the DCI, that

e —— v ————

daily staff mectinge be held for a full exchanze cn the activities

- WO

of the staff, and that sll personnel in the Agency be advised as

to how to keep the DCI's staff informed properly of the activities

I
Vs

of the Agency.

Comptroller

We recommend that the Comptroller's ofiice be brought
out from under the DD/S, report directly to the i3 s office aud
receive full authority for 1>tal fiscal control of (i e Agency,

We reconmirnend that the Comptroiler be drzirnated Chair-
man of & Financial Policy and Budget Committee composced of

the appropriate senior officers of the Agency. We believe that
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such a committee should be kept fully aﬁd currently informed of
all Agency activities, and in order to be effective should meet -

regularly and subnmiit its roports to the DIDCY and DCI,

Inspector General

We recommaend that the Audit Staff be combined with the

v
staff of the Inspector General and that the merged staff report to
the DCI's office.
We believe that the gize of the Inspector General Staff \\
should be increased with qualified professional yjerzonnel assigned f; i
] U“) .
from their respective components in order to perform more ',J“"‘la
/ ‘S',G‘/ .
frequent inspections of Agency units. We urge inspections af ( « X
s ) ‘yj.“vﬁu ;
least annuslly of major operations and of {ieid siations. J’ o
-1
‘.s’
General Counsel
We recommend that the General Counsel's staff be
removed from the organization of the Deputy Director (Support) ‘/
aund report directly to the office of the DCIL. In such a vosition
the General Counsel should resume the responsibility for the
direction and guidance of the work of the lLe-islative Counsel, W

which is currently the responsibility of the Inspector General,

Approved For Release 2003/05/%-;{:i}ﬁﬁfDP86800269R001 100020001-6
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Cable Secretariat

We have examined the Cable Secretariat which is currently

+ located in the office of the DCI and reports to the Executive Officer.

We believe it should continue to be in the office of the Director under
the careful supervision of the Executive Director. We are con-~
cerned that as it now operates requirements for cables have not

been adequately coordinated, and cables have been disseminated

l

,

2D

too often on the judgment of junior officers. We believe this needs L"‘
{
careful study,
Contracts
We believe that the Agency i8 vulnerable on aole—source\ e
| <8
countracts for such activities as TSD and D13, and that those ("‘? j{;
i i ?.“;V’(:"\!éj
contracts currently in existence should be reviewed anz that gll - ¥,
‘ r
N

such future contracts should be passed on by the DCI's office Lnd

prior to approval,

Pereonnel Agsiounments

We believe that the DDCI and DCI should be the final
approving authority for all assignments to positions of Chief /

or Deputy Chief of Offices (DD/.7 Divisions and {taffs) |:|

- 3 -
Approved For Release 2003/05/27 : CIA-RDP86B00269R001100020001-6

SECRET



25X1

QLLRLT
Approved For Release 2003/05/27 : CIA-RDP86B00269R001100020001-6

We believe the DCI's office should also review all assign- -

ments in the middle management echeloa with purticular refereace

" to inguring the proper language qualifications, operational training

and suitability.

Public Relations

We recommend that the present aystem of public relations

sl

by the Agency be changed. While we see the nccessity for the

P
DCI to have an assistant in his office handling relations with the " ’y
~— T TN e e , 3 K\-
public media, we believe that evary effort should be made to :
minimize the amount of publicity that CIA recei\es.
g
gt
A
Reduction in Force
We recommend that the DCI and DDCI insure that the
present reduction in force in the Agency include senior officers, y
W

particularly supergrades who are no longer as ctiective as they

>

should be in their aseignments,
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Handling of Communicatione Other Than Cables

We note that under present arrangements communications
i

other than cables are handled oy the Records Integration Division:

of DD/P, which is not always fully cognizant of the interests of '{, J’?

non-DD/P parts of the Ageuncy. We recommend that the entire { J‘\,@
system of handling incoming and outgoing communications be j
subjected to further study with a view to insuring adequate dis- 3
semination of all communications, particularly in DID/I, DD/R :

and DD/8, which may have need for prompt receipt of such

material.

Executive Director

We have not tried to spell out the reapensibilities of the

.

Executive Director, inasmuch as we believe this to be primarily
& matter that should ba tailored to the persona! preferences of r
the DCI and DDCI and how they wish to operate their office and ,:"K
the Agency, We urge, however, that special attention be directed

t<$ the avoidance of a etraipght vertical line of comnmand; i, e., all | {

problems should not have to pass through each of the three officera,

Executive Committee

We recommend the creation of an Executive Committee

to be chalred by the DDCI and consist of the four Deputies, the

Approved For Release 2003/05/2{,ES!&—%DPSGBOOZ%ROM 100020001-6
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Comptroller, and the Assistant to the DCI for Coordination and
Intelligence Community Guidance. This Committee, from a
.policy standpoint, would revi;:w proposed major projects and
maintain a continuous review of all major activities and make
appropriate recommendations thereon to the DCI. This Com-

mittee would replace the present Project Review Committee.
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ORGANIZATICN AND ACTIVITIES O THE
DEPUTY LIRSCTOR (PLA =13)

Cffice of the DD/P

We commend the decision of the DD/P to aboiish the position
of the A/DDP/A, and believe that the restoration of tha previous
organization with just the DD/P and COP in the linc of command
in the front office will reault in a clear delineation of responsibili-

ties and more efficient operations.

The Staffs

We studied at some length the staffs in the DD/P. We con-

sidered a possible merger o£| |st-1ff5. We also

studied proposals for divesting the staffs of all operational responsi-
bilities. We believe that while both are deegirable onjectives, neither

are practicable under present circumstances. e tharefore urge

that tho | |staf£ functiona be dvawn closer together

under the Chief of Operations and that these orgamzations insofar

as practical act in the classical sense as staffs for the DE/P.

-7 -
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25X1 ilercer of| |Inl:err:ation:—.1 Cr yanlzationa Division
25X1 The I'D/P has advised us of his desire to mcrgelZl
25X1 | |the International (Crganizations Lavision. While

this is contrary to the trend of divesting staffs of cperational duties,
we nevertheless do not observe any major reasons against such a
merger and believe that it should be tried out in accorcance with

the DI}/ P's wishes,

Central Support Staff

We recommend that the DI/P draw together iato 2 Central
Support Staff control of perscnnel and other support matters cur-
rently decentralized to the divizions and gtaffs in order to locate

these functions directly undere him,

Special Task Force Cperations

We recommend the creation of an oryanizationnl entity to
be known as "Special Task Iorce (;)L‘>ex;aztions-' reporting airectly
to the DD/P, which shali be activated and deactivstsd upon need,
and which shall bs the coingrand mechanism for handaling such

rojects as the Cuban ogseration which demmands th2 creation of an
F 3

organization from Agency-wide asscts.

- -
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DEPUTY DIRSCTOX (INTELLIGENCE)

~
ORGANIZATION AND ACTIVITIES CF THE /J)/\/ /.
,;47 ) .\_ff’
- e

Office of the DD/]

We have carefully reviewed the organization and activities
of the DD/I's immediate office and believe that with the addition
of a full time deputy he will be able to assert the degree of
influence on the management of the units under him required for
sound operations. At present his three office agsistants provide
good staff work in this review, but we did observe that a coan-
siderable amount of the intelligence produced in the DD/I1 area
ie roviewed at no higher a level than office chief, if that.

We recommend that the /I establish in his office &
focal point through which all intelligence, processed or unevaluated,
going to the White House must flow. If for reasins of urgency a
report is sent to the White House prior to evaluation, we recom-~
mend that a special notice to the effect that it is unevaluated be
attached to the report and that an evaluation follow the report at

the earliest possible moment,

Board of National Estimates

The Qffice of National Estimates should be strengthened by
the addition of one top-level foreign affairs expert to the Board of
Estimates, and {f obtainable a top-level scientist and & top-leval

economist. We alao belleve that the Board wouid bencfit by the

Approved For Release 2003/05/27 :I%IA-RDP86800269R001 100020001-6
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addition of an {ndividual experienced in business in the international

field, provided one of sufficient caliber could be found who would

be willing to spend two or three years on the Board of Estimates.

Control of Lstimates

We urge that the DCI utilize the USIB to control the

scheduling and to limit the number of National Estimates.
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ORGANIZATIDON AND ACTIVITIES OF THZX
DEPUTY DIRECTOR (SUPPORT)

Security Office

We recommend that the burden on the Security Office for
support of the DD/P be reviewed {see DD/P section). In the
meantime, we believe that a careful look at the Security Office
is necessary to insure that the voiume of work it is carrying
{8 not in any way jeopardizing its primary responsibility of

insuring that every poesible measure is taken to <eep the Agency

‘secure,

We recommend that all security clearances be centralized
under the Office of Security; e.g., clearances that are igsued
by DPD, OCI, NPIC, and other Agency components. While we
would leave the policy of granting clearances wita the appropriate
officials, we believe that the Office of Security eaould maintain
a centralized index for special clearances and do all of the

processing of these clearances.

Audit Staff

We recommend that the Inspection and Audit Steff check

regularly oun activities | whick are of vital

’

concern to the Agency,

- 19 -
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DD Support

We recommend that the DI/S be given the rosponsibility for

.eupport to all projects under the control of DIL/R, providing of

course the necessary security gafeguards, and that in the future

no parallel support mechaniam be developed in the Agency.

Autematic Data Processing

Wa believe the Automatic Data Processing Staff can
properly remain under the DD/S inasmuch 88 this is a support
mechanism, slthough we strongly recomimend that the LB/S
in consultation with other deputies concerned direct this staff
to aggressively pursue the objective of autormation in the Agency
in such & way a8 to insure the ultimate compatability of auto~
matic data processing systems throughout the intelligeace

commuaity.-

w 24 -
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ORGANIZATION AND ACTIVITIES OF THE
DEPUTY DIRECTOR (RESEARCH)

The Office of the Deputy Director (Research) having already
been created, we now make the following recommendations as to

those units which should be included under this Deputy.

Development Projects Division - Special Projects Branch

We recommend that the Special Projects Eranch of DPD
plus the necessary supporting elements, including those projects
supporting the Department of Defenge in advance reconnaissance

programs, be placed under DD/R.

Technical Services Diviaion

We recommend that all TSD research and development

be placed under DD/R.

Other Research and Development

We recommend that the extent to which research and
development for SIGINT collection equipment, including agents'
SIGINT equipment, air-borne collection, etc., should be transferred
to DD/R, be left as a matter for negotiation and agreement between
DD/1 and the Director of Communications.

We recommend all research and development in support of

NPIC be transferred to DD/R.
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PART 11

This section contains comments and recormmendationa on areas
of the work of the Central Intelligence Agency and activities of the
intelligence community in which the working group was either unable
to agree, or felt that considerably more study was needea before
action is taken. These views are presented herewith so that they
may assist and guide those who may be asked to pursue these matters

further.

- 24 -
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Coordination

We note your intention to abolish the present oifice of the
Assistant for Coordinalion and to create in its stead an Assistant
to DCI for Coordination and Intelligence Community Guidance.
With the exception of Mr. Coyne, we are fully in accord. We set
forth below our concept of the principal functions of this Assistant.

a. He should be the DCI's principal advisor on coordina-
tion matters within the community and his personal representative
in dealing on such matters with top officials of the community.

b. When so directed he should represent the ICI in
negotiations and discussions on intelligence mattcrs with appropriate

officials of foreign governmenis.

c. He should be responsible for development of Comint
anda Elint policy insofar as this is an Agency function.

d. He should keep continually under review the general
extent and direction of the intelligence efforts of the corninunity to
insure that such efforts fully and effectively cupport national policy,
submitting reports and recommendations to I)CI ¢ s appropriate.

e. le should correspondingly maintain a centinuing
review of activities and afforts of the Agency to insure that they
remain fully and effectively coordinated with the sctivities and

efforts of other members of the community.

-23 -
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We do not consider it practicable ai this tire to suggest the
nurmber or qualificaticns of supporting staff otiicers for this
Assistant. We feel, however.. that he will need a grouyp of such
officers and that they should be of particularly high caliber and
broad experience. The functions we visualize for this oftice are
highly important for the community and for CIA. They have not
been adequately handled in the past. The Aassistant should be given
whatever staff the full development of his role may later require.

Mr. Coyne does not concur in this recommendation. He dis-
agrees with (a) the proposed organivational placement and title of
the recommended office, because this would perpetuate the present

ineffective arrangement of the Coordination Cffice now in existence

and would not provide the recommended office with the stature required

to assist the DCI in fulfilling his heavy responsibilities throughout

the Intelligence Commmunity; {b) the limitations in the functional

concepts of the office, as outlined above. Further, he uoes not con-
cur in this recommendation because it does not cistinguish sufficiently
the internal CIA operating functions of the DI from the community-
wicie functions which the recommended office must pertorm if the

DCI is to execute effectively his principal mission as as signed in

the President's Directive of January 16, 1962, Mir. Coyne believes

-24-;
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that if the oifice is established along the lines recommendued above,
it will be incapable of effectively assisting the DCI in performing
his principal Presidentially-assigned responsibilities of (a)

éoordina.ting and effectively guiding the total U. S. foreign intelli-

- gence effort; (b) establishing necessary policies and procedures to

assure adequate coordination of foreign intelligence activities at all
levels; (¢) maintaining a continuing review, with the heacds of the
Departments and Agencies concerned, of the progranmis and activities
of all U. 5. agencies engaged in foreign intelligence activities; and
(d) assuring efficlency and effectiveness, and avoiding undesirable
duplication in the total foreign intelligence effort. Mr., Coyne will

submit his recommendations on this subject at a later date. -

| klonsultant s to ONEJ__

Mr. Coyne recommends that this group be disbanded based on
advice from principal concerned officers of the Agency that the group
makes no contribution to the intelligence estimating e¢ffort. The other

membars feel that on balance the group should be continued.

Nationzl Photographic Interpretation Center

We are concerned about the capability of NPIC to handle what

may be a greatly increased volume of work in coming months. We

1

- 2h -
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recommend that as a matter of priority the USIB have this matter
reviewed and insure that any increased flow of raw material does
not result in slowing down the prompt and complete processing 80

urgently required.

Caliber of Personnel

We believe that the DD/I should devote some considerable
effort to improirlng the calibe.r of personnel in his offices. Although
we did not make a study in depth, we believe that there is a serious

~ problem in this regard in OCI and that steps should be taken under
the new manageraent of OCI to improve the caliber of supzrvisory

personnel and thus improve the morale of that office.

amr—

Merger of ONE and OCI

We studied at some length the feasibility of merging the Office
of National Estimates with the Office of Current Intelligence. We
found the Office of Current Intelligence eager for a merger, the
Office of National Estimates strongly opposea. The DD/I was inclined
to favor it, but foresees certain personnel difiiculties. We do not
believe that such a merger would be wise unless it was well esta-
blished -that the result would be the creation of better national estimates

and current intelligence dailies and weeklies. The DD/I feels that

>

- 2b -
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he should be given at least sixty days to explore this proposal and
to prepare his recommendations. We concur.
Mr. Coyne does not agree with the above paragraph and in lieu
tilereof recommends that the ONE and OCI be merged now. He

believes that such merger will result in improved intelligence

products to support the national policy makers. |

Preparation and Dissemination of Memoranda

We have noted considerable unhappiness in the Department of
State because ONE and OCI have established the practice of distri-
buting throughout the community, and to the White House, uncoordinated
memoranda} on intelligence matters. These memoranda are prepared
a6 'think pieces, bui the Departmnent of Siate feels thai they oiten
seem to influence policy at high levels. We think the Department
of State has a point, and we urge that such memoranda be carefully
restricted to circulation within the Agency unless or until they have
been coordinated across-the-board.

‘We also urge that the DCI adopt the practice of asking other
agencies to prepare such memoranda if the subjects fall within the
purview of their responsibilities; e. g., the Depa:tment of State on
strictly political matters. We believe that, at a :ninimum, when

CIA is asked for a memorandum that inquiries should be made of

—27-
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other departments to determine whether such a memoranaum hasn't

already been prepared or might be in the process of preparation.

White House Relations

We are concerned about Agency relationships with the White
House insofar as handling of intelligence matters is concerned. We
would like the opportunity to discuss this with you orally before

framing recommendations.

Research on International Communism

We are concerned about the reported inadequacy of research

done on International Communism. At the present time some is

( done in the DI}/I area in both OCI and ONI, some is done in the DD/P
25x1 area
25X1 |

| and some is done in the State Department in the Special

Studies Group of INR. The DD/I expressed himself as believing
25X1 this was sufficiently covered. The Chief:lbelieves it is
jnsufficiently covered. Representatives of the Department of State
urged that greater expertise be brought to bear orn the subject.
Inasmuch as it will fall squarely on the shoulders of the 1DCI if not
enough is being done, we urge that the matter be reviewed by the DCI
at an early date to satisfy himself that all necessary research in this

field is being accomplished.
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Office of Scientific Intelligence

On the new chart we have shown OS1 as a division under DD/R
since we understand this to be ' your desire. We feel, however, that
éSI in its major activities is more closely linked to DD/I than to
DD/R and therefore more properly belongs under DD/I. DD/I himself
‘strongly supports this view and urges that he retain OSI. We believe
that if this is approved, scientists in OSI should be members of DD/R's
career service, subject to transfer between OS5I and units of DD/R as

might be agreed between the deputy directors concerned.

DD/R's Operational Responsibilities

We have some concern relative to your intention to have DD/R
carry into the operational phasc Wis responsibility for ceriain major
projects involving complex and coordinated operations which are
highly sensitive and where a mis-step could have serious national
or international repercussions. DD/R's key peopie will be mostly
scientists, technological experts or leaders in spccialized develop-
ment fields. Such individuals on the average have no professional
intelligence operating experience and little background or interest
in detailed operational problems requiring thorough inter-agency
coordination, painstaking and tedious follow-up actions and careful

attention to security details. DD/F, on the other hand, has a number
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of top-flight people who for some years have dealt almost exclusively
with just such problems.

We recognize all the ciiffi.culty, in the course oi a project of this
type, of shifting responsibility from one deputy to the other; and we
realize that development must also lap over into the operational
phase. We suggest having as a general rule (but granting that excep-
tions will arise) that when operation begins the responsibility for the
operations should be the DD/P's, but that DD/R should retain his
responsibility for seeing that the equipment he has developed continues
to function properly. There is here attached a specially claasified

annex.
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ORGANIZATION AND ACTIVITIZS CF THE
INTELLIGENCE COMAMUNITY

Aot o =

National Indications Center - '~.-"~.7atc:h Committee

We have examined quite carefully the National Indications
Center, its organization, its capacity to support fully the Watch
Committee, and its relations with other departments and agencies.
We note that opinions within the community concerning NIC and its
functions vary widely -~ from the feeling that it should be abolished,
or combined with DIA indications center -- to the helief that it is
entirely satisfactory in its present situation. We do not fully sub-
scribe to either of these views.

The functions of the Watch Coramittee, and NIC, with their
terms of reference, were developed prior to the tie when DIA was
Created. Now DIA has developed a strong capability to provide both
early warning and indications of approaching crises to the community,
Its capacity in this regard will develop even further in the months
ahead.

We are aware that USIB is now congidering the Fitch Committee
Report. But we doubt that few if any members of tlat Corimittee
were intimately aware of the full capacity of DIA and of its future
plans. We note that General Carroll was reluctant to be drawn into

the Committee's deliberations.
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We recommend, therefore, that except as noted below, NIC
operations be allowed to continue as they are for the next three or
four months, At that time we recommend a thorough review of the
\‘}atch Committee and NIC operations, particularly in the light of
DIA's capabilities and activities, with a view to redefining the
responsibilities and functions of NIC as may then appear desirable.

Mr, Coyne disagrees and recommends that the NIC be abolished
now, and that the DIA be assigned the national strategic warning
function and that its personnel complement be enlarged to include
representation from appropriate members of USIB. Mr. Coyne
points to reasons outlined in his memorandurn to the DCI dated
February 5, 1962,

We do believe that the National Indications Center should be
properly manned and should receive both the high caliber of per-
sonnel at the proper grade and the number of parsonnel to perform
its function promptly and efficiently, In this connection the Depart-
ment of State has no representatives at NIC at present and the DCI
should ask the Secretary to remedy this situation imamediately.

We would suggest a change in the present method of preparing
the Watch Commitiee report. If NIC is adequetely manned, we see

no reason why it should not draft, 24 hours in advance, the weekly
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Watch Committee report, circulate it to all agencies for considera-
tion prior to discussion at the Watch Committee meeting when it
could be decided upon in final f‘orm and reproduced and disseminated.
Related to the Watch Committee -- but also an important aspect
of all coordinated intelligence community reports -- we believe that
substantive disagreements should be encouraged and even sgpelled
out in Watch Committee reports; that NIEs and SNIEs rather than
being suppressed or covered by watered down language as is some-
times the case today, in all cases should reflect the consensus of
views of the intelligence commﬁnity. If there are differing minority
views on the part of one or more agencies, including CIA, these

ghould be gpelled out in appropriats footnotes.

CIA Relations with the Department of State

We examined the relations of CIA with the Devartment of State.

BB,
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State's Counter Communism Office

We reviewed with some interest the proposec creation in the
office of the Deputy Under Secretary for Political Affairs of the
Department of State of a strategy group for combatting communisin.
X‘Jhiie the full scope of its function is as yet unclear, we believe that
ClA should follow the developments in this office closely as its

activities will have considerable bearing on the work of the Agency.
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State's Onerational Center

We reviewed with some interest the embryonic operational
center which the Department of State is developing. We found that
this is an interesting development and would obviously have bearing

on the intelligence community,

State at White House Briefings

We recommend that in accordance with the present practice of
a representative of the Defense Intelligence Agency attending the
briefings of the White House staff by CIA, that a representative of

the Department of State also be invited to attend these ineetings.

Receipt of Top Classification lMiecssages

We recommend that the DCI take up directly with the President
the problem of receiving all pertinent meességes dealing with foreign
affairs which might have any bearing on intelligence estimates or
reports, or on covert operations. We have particularly in mind
such communications as between the President and IKhrushchev, etc,
We believe that it is important for the DCI to see such messages in
order to give proper guidance to the intelligence and operational

activities of the Agency.
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THE WHITE HOUSE
WASHINGTON

April 3, 1962

MEMORANDUM FOR: Mr, Lyman B, Kirkpatrick
Inspector General
Central Intelligence Agency

In the course of our discussions as members of Mr. McCone's
Working Group on Intelligence and in our March 28 meeting with
Messrs., McCone ang Carter, I indicated that I did not concur
in the "Coordination' section of the draft report which we
discussed with the DCI and the DDCI,

In line with the foregoing, 1t would be appreciated if
you would;

1) Amend the second sentence of the section to read:
"With the exception of Mr. Coyne, we are fully in accord,®

2) Add at the end of the section a new paragraph
- reading as follows:

/ "Mr. Coyne does not concur in this recommenda-
tlon., He disagrees with (a)} the proposed
{ organizatlional placement and title or the recommended
| Office, because this would perpetuate the present

Office with the stature required to &ssist the DCI

in fulfilling his heavy responsibilities throughout

the Inteliligence Community; (b) the Iimitations in

the functional concepts of the Offlce, as outlined
above, Further, he does not concur in this recommenda-
tion because it does not distinguish suffileciently

the internal cIa operating functions of the DDCI

from the communlty-wide functions which the reconmended
- Office must perform if the DCI is to axecute
effectively his principal mission as asslgned in

the President's Directive of January 16, 1962,

Mr. Coyne believes that 1ff the 0Office 1is established
“along the lines Irecommended above, it will be in-
capable of effectively assisting the DCI irn performing
his principal Presidentially-assigned respensibilities
of (a) coordinating and effectively gulding the total
U. S. foreign intelligence effort; (b} establishing
necessary policies and procedures to assure adequate
coordination orf foreign intelligence ectivities at

all levels; (c} maintaining a continuing review,
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"wlth the heads of the Departments and Agencies
concerned, of the programs and activities of all

U. S. agencles engaged in foreign intelligence
dctivities; and (d) assuring efficiency and
effectiveness, and avolding undesirable duplication
in the total foreign lntelligence effort. Mr,.
Coyne will submit his recommendations on this
subject at a later date,"

I would appreclate recelving a copy of the revised report
of the Working Group at your earliest convenlence,

25X1

Je Patrick Coyne
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23 October 1962 o -
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MEMORANDUM FCOR: Director of Central Intelligence

SUBJECT: After Action Report on the Findings
of the Working Group

This is with reference to the memorandurn of 6 April
1962 which presented you with the final report of the Working
Group which you established in January to consult and advise
on the organization and activities of the Central Inteiligence
Agency. This report indicates the action which has been
taken on the findings of the Vorking Group, and if no action
has been taken the reasons thersfor. The coraments here
are in the same ordexr as they appeared in the report of the
Working Group.

25X1

Lyman B. Kirmpatrick
Executive Darector

Attachment
CC: DDCI

25X1

55X 1 LBK[__|Retyped[ (23 Oct. 62
Distribution:

Orig - Addressee w/att
1 - DDCI w/att

1 - Exec. Dir. w/att
S tre
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Office of the DCI

Organization of DCl'as Office

, The change in organization of the DCI's office has been accom-
plished and an Agency Notice is ready indicating the organization and
activities of the office. The staff of the DCI's office now operates under
the direction of the Executive Director who holds daily staff meetings,
and it is believed that the Agency is now witting of how to keep the DCl's
staff informed properly of the activities of the Agency,

Comptroller

As recommended, the Comptroller's office now reports directly
to the DCI and has full authority for fiscal control of the Agency. The
Comptroller has established the Financial Policy and Budget Commit-
tee which is operating as envisaged.

Inspector General

As recommended, the Audit Staff has been combined with the staff
of the Inspector General and the merged staff reports directly to the
DCI's office. The size of the Inspector General otaff is being increased.

General Counsel

As recommended, the General Counsel's staff reports directly to
the Office of the DCI and has assumed rezponsibility for the work of the
Legislative Counsgel.

Cable Secretariat

As recommendad, the Cable Secretariat is under the careful super-
vision of the Executive Director, and particular attention is being paid to
the dissemination of cables.

Contracta

sty s 2

As recommaended, scla-source contracts have boen reviewed by
the DDCI, and any naw contracts of this type will be reviewed in advance
by the DDCI and the Comptroliar,

ey g
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Personnel Assignments

All senior assignments are currently being checked with the
Office of the Director prr to formalization. As yet, due to the
gtudy in progress of the entire area of personnel management in
the Agency, nothing has been done in regard to middle management
assignments.

Public Relations

ClA is now receiving about the minimum amount of publicity
that could be expected in a democratic society with a free press. No

25X1 public speeches are being given by Agency ofiicials. | |

25X1

Reduction in Force

>t e e

The reduction in force in the Agency did not include any super-
grades, as recommended,

Handlinﬁvoi Communicationg Qther than Cables

The Executive Director is now responsible for insuring that all
incoming and outgoing communications are circulated to those offices
of the Agency which should be informed. This ic done particularly
through the media of the Executive Memorandum.

FEsxecutive Director

The position of the Executive Director has been established and
the responsibilities of this office are evolving as the method of organi-
zation and operation of the Agency becomes more clearly eztablished.
It is quite clearly understood throughout the Agency that there is not a
straight vertical line of command «~ requiring all actions to be cleared
with each of the top officers: DCI, DDCI and Executive Director -« but
that decisions may be obtained by going to any one of the three. On the
other hand, experience indicates that the most prompt and eifective
action ie obtained when action papers pass throupgh the kixecutive Director
to the DDCI, and if necessary the DCI.

Executive Cominittee

The executive Commit:ee has been established and is now func-
tioning as envisaged,

- 2 -
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Organization and Activities of the
Deputy Director (¥lans)

Office of the DD/P

As recommended, the DD/P has abolished the position of
AJDDP/A.

The Staifs

The DD/P is still working on ths entire matter of the staffs and
their functions.

Merger of | |International Organizations Division

These two units have now been merged and appear to be function=
ing effectively. The Working Group simply commented on this and
ohserved that it was a prerogative of command to combine these units.

Central Support Staff

The DD/P has taken no action on this recornmendation as yet.

Special Task Force Operations

The activities of Task Force W are identical to the intent of this
recommendation,

-3

£

Approved For Release 2003/05/27 : GIA-RDP86B00269R001100020001-6




25X1

25X1

25X1

i

‘Approved For Release 2003/05/27 : CIA-RDP86B00269R001100020001-6

Operational Aids Unit

This recommendation was rendered inapplicable in view of the
decision not to transfer ToD to DD/K.

War Plans

— ——— —

As recommended, the DDCI is giving full support to the War
Plans Group, and is assisted in this effort by the Executive Director.

Liaison with the Department of State

The DD/F has centralized the control of lizison with the Depart-
ment of State and careful records are now maintained of all discussions.

-4’
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Organization and Activities of the
Deputy Director (Intellizence)

Office of the DD/I

The DD/1 has established a focal point in his ofiice to follow the
flow of all intelligence to the W hite House.

Board qf National Estimates

The Board has been strengthened by the addition of a senior
DD/P officer, and we have suggested to the Department of State the
assignment of a senior Foreign Service officer.

Gontrol of Estimates

The DCI through USIB is endeavoring to limit the number of
national estimates.

Oifice of Operations

Action on the recommendation to abolish the Gifice of Operations
has been deferred until the end of 1962.

25X1

25X1
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Organization and Activities of the
Deputy Director ( ‘upport)

Security Office

The support for the DD/P rendered by the Office of Security is
currently under review. However, the Security Cifice has been auth-
orized to recruit additional personnel to handle its workload. As
recommended, the issuance of security clearances has been central-
ized in the Office of Security.

Audit Staf_f_

As recommended, the Audit Staff has established an active check
on activities| |

DPD Support

As recommended, the DD/S is now supporting all projects under
DD/R.

Autormatic Data Processing

As recommended, the Automatic Data Processing Staff 1s aggress-
jively pursuing the objective of automation in the Agency toward insuring
compatibility with other systems in the intelligence community.

- T -
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Organization and activities of the
Deputy Director (Research)

Development Projects Division - »pecial Projects Branch

As recommended, the Special Projects Branch of DPD plue the
necessary supporting units have been transferred to DD/R.

Technical Services Division

Further study did not commend implementation of the Working
Group's recommendation that all TSD research and development be
placed under DID/R. The DD/P made a substantial argument in favor
of leaving all of TSD under his control in order to insure close and
intimate relations with the operating units. Further, an argument of
almost overwhelming proportions indicated that the ID/R already had
some very major responsibilities without taking on the diverse and
generally unrelated responsibilities of TSD.

(Other Research and Development

After considerable additional study it was decided to transfer all
ELINT to DD/R, except for the direct command of certain field units
which under all circumstances should be left under the station chiefs.
Research and development in support of NPIC would {21l under DD/R
for those very advanced items, but not for current production require-
ments.
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Coordination

The staff of the Assistant for Coordination has continued to work
on the same basis as formerly and continues to be constituted of
assignees from other agencies. There appears to be progress in
achieving closer inter-agency coordination, but whether this is due
to the work of the Coordination Staff or to the DCI's personal interest
in this subject would be hard to determine,

25X1 | |Consultants to ONE

This group has been continued.

e

National Photographic Interpretation Center

The Executive Director has personally kept under review the work-
load of NPIC. NPIC is recruiting in anticipation cf &«n increased work-
load.

Caliber oi Personnel

The new DD/I is cognizant of this problem and is taking steps to
fmprove the caliber of the personnel.

Merger of ONE and OCI_

It has been decided not to merge these offices.

Preparation and Dissemination of Memoranda

Too many uncoordinated memoranda are still being circulated.
The practice of acking other departments to prepare memoranda has
not beéen adopted.

White Houee Relations

(This matter was handled orally by the Workinz Group and con-
sequently the comments will be handled similarly.)

-9 .
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Research on International Communism

The DD/I has established a special staff under an experienced
intelligence officer for this purpose, and this staff is getting gradually
organized.

Oifice of Scientific Intelligence

OS1 is remaining under DD/I, but DD/R will eventually open his
caxeer eervice to those who wish to join {t.

DD/R's Operational Responsibilities

It has been firmly established that DD/R will operate those pro-
jects which he develops. We believe that DD/R has implermrented some
of the principles in the epecial annex of the /orking Group report.

- 10 -
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Organization and Activities of the
Intellisence Community

National lndic_ations Centgr_ - Watch Committee

General Carter, the new Chalrman of the Watch Committee, has
made a thorough review of its activities and NIC operations. Steps
have been taken to see that NIC is pProperly manned with the right
personnel, and the Department of State is being constantly reminded
of its obligations in this regard. We also believe that the methods of
operations of the Watch Committee have now been aligned in accord-
ance with the objectives of the Working Group.

State's Counter Communisra Office

The proposal for the creation of such an office in the Dcpartment
of State appears to have come to naught,

Siate's Operational Center

P et e Bt < it

The State Operational Center also appears to have comse to naught.

State at White House EBriefings

The Department of State does not attend the White House briefings.

Receipt of Top Classification Messages

The DCI has taken up with the White House the neces sity for being
included in the dissemination of all top classification messages.

-1l -
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The organizaiion of the DCI/DDCI's office is currently under study.

The Audit Staff is removed from the DD/S area and placed under
the Inspectcr Ceneral.

The Compiroller is removed from the DD/ area, given greatly
expanded responsibiliiies, anu will regort airectly to the DCI/
DDClI's office.

The General Counsel's office is removed from under the DD/S,
will resume responsibility for Congressional relations, and will
report directly to the DCI/DDCI's office.

Position of Assistant DD/P for Covert Action abolished.

A Special Task Force is created for such operations of a magnitude
that transcends the capabilities of one division.

25X1
6.
25X1
25X1
9.
. 25X1
25X1
12.

A Deputy Director for Research is created. This organization will
take over the Cifice of Scientific Intelligence from the DD/I, Special
Projects .. m DPD, all research and develooment from TSD, and
other research and development activities currently located in various
units of the Agency such as the'Office of Communications, NPIC, etc.
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March 29, 1962

MEMORANDUM FOR THE RECORD

SUBJECT: DMotes on discusszions between myself, Carter, Kirkpat:ick

25X1

Coyne and in review of repert of the Kirkpatrick
Committee

Following recommendations call for further consideration and

possible modification.

1. Oiffice of the DCI

25X1

1. Page 1l - Comptroller

Terms of Reference of the Financial Policy and Budget
Conumittee under the Comptroiler and the Executive Committee
as provided hercafter must be clarified to provide continuing
program review by a senior committee z8 part of an orderly
program and budget process.

2. Office of Coordination.

Differences between Kirkpatrick and position
as outlined in the report and Coyne's position should be
considered and reconciled. Page 3, Itern C. Reasponsgibility for
SIGINT policies and resulting interaational arrance-nents as a
responzibility of this office should be further censicered.

3. Public relations directive should be izsued on policy of
speech making and public appearancces by Agency employees,
including DCI and the Deputies.

4. Page 6. Reduction of force considerstion should ba given
with coutinuing 3-raan mwanagement review comnmittea (such as

" the Kirkpatrick Committee) exploring for the DCI and the DICI

ways and means of eliminating duplication and consalidating
functions, eliminating unnecessary activities, with the objective
of developing better organization at leeser cast and with

fewer personnel,

5. 6.B. Terms of Reference for the Executive Director and

the selection of this man should be discussed between McCone
and Carter at an early date,
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L. Office of DD/I

1. Carter and McCone should
‘ 2 agree on selection of
Deputy DD/I and Chief of OCl as initial step in ring somon:

within this oifice, improving personnel

4. Merger of O/NE and OGCI sh
culd be delayed until
DD/ s installed and makes hig recaxnmendatinns}.r e

Approved For Release 2003/05/27 : CIA-RDP86B00269R001100020001-6
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3. National Board of L'stimates should be reviewed and
fmproved where necessary and coasideration given to forration
of a special group within Q/ME to aralyze on a continuing basis
N objectives of Soviet/.:ino Bloe, international communism and

their pursuit of their cold war activities and in their efforts to
establish world domination. Note: This office previously
existed directly under DD/I but was abandoned a few months
ago.

4. Proper lalson with finance, State Department, and
- agreed methods for OCI to brief N3C as provided by law
should be worked out,

5. National Photographic Interpretation Center, Page 19.

Note this requires immediate study, possibly by USIB.
Fear that the work load on ths NPIC will overwhelm it and as a
resgult it will be unable to process vast amount of information
during months of May through September should be quickly studied
and arrangements made through USIH to disperse read-out to SAC
and Army St. Louls Center if doing so necessary to keep our
processing and read-out on a current basis. This matter
considered of greatest importance.

25X1

2. Location of O:1 should be resolved.

3. Interrelationship between DD/R and DD/P to provide
staif support and particularly the CI production should be
established by directive of Deputy DCI.

- 3! -
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Z. White House briefinys should continue; a substitute
for Mr. Armory shoula be arronged until a more adequate
arrangoment is provided: Daily brizsiiazs of Bundy, Clifton
and Taylor and an occasional briefiig of the Fresident by
DCI should suiiice.

JOHN A, McCONE
Director

25X1

HSQ
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